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Problem

= Percentage of public who trust the government in
Washington to do "what is right" most of the time:

- Early 1960s - 75%
- 1997 - 22%

Source: American National Election Studies University of Michigan



Organizational approaches

Traditional
"Command and
Control"

Bureaucracy
- Internal Focus
- Fixed objectives Performance
- Hierarchical/vertical Structure
- Compliance Values
- Toward top Power

- Control oriented

Leadership

High-Performing
Organizations

for 2000
and Beyond

.- External/customer focused
- Aspirational/continuous

improvement

- Horizontal

- Agility/teamwork

- Balanced

- Vision and value driven



Assertion

Biggest challenge facing leaders today is realizing the
potential of efforts under way



How? Principles

= Performance is the objective

= Change-committed leadership

= All enablers included/aligned

=" Horizontal organization can help

= Appropriate methodology/"'road-map" are required

s Simultaneous top-down/bottom-up/cross-functional
initiatives are required



What do these organizations

have 1n common?

Goddard "Project Goddard"

OSHA "Reinvention”

General Electric "Boundaryless Organization"
Ford "Employee Involvement"

IDS/American Express

"Best Place to Work"

Motorola

"Six Sigma"

Hanover Insurance

"Learning Organization”

Wallace

"Win the Baldridge”

IBM

"Market-Driven Quality”

Champion International

"The Transition"

Florida Power and Light

"Quality”

Aetna

"Reengineering”




Objective

Teamwork?
Cuf,tome.r Streamlined?
Satisfaction?
Performance
o Delegation?
Participation?

Reengineered?



More than numbers

Deliver promised results

on few critical variables o
Determination

Strict adherence to
performance-enhancing @ of doable stretch

All organizational

: Individual
elements aligned Performance
and designed to deliver: performance
targets add up
- Strategy to Goddard
- Structure ﬁ totals
- Systems

- Shared values

- Staff

- Skills _

. Style Timely/accurate

information on key
performance variables

N

Personally meaningful
consequences for non-
performance/performance



Rock-solid linkage

Front-line Perspective Goddard

"Revolutionize Earth
and space science"

; . ) > Performance
Meet commitments

"Meet commitments”
. X safe, on time » LTOjECT » 35% decrease in
launches in 2000 teams development time



How? Principles

= Performance is the objective

= Change-committed leadership

= All enablers included/aligned

=" Horizontal organization can help

= Appropriate methodology/"'road-map" are required

s Simultaneous top-down/bottom-up/cross-functional
initiatives are required



Leadership actions

= Establish "case for change”

= Create a guiding coalition

= Establish a clear, meaningful vision

" Form a cohesive, high-performing leadership team

" [nvest adequate time and energy

= Take symbolic actions/set example

® Break bottlenecks (procedures, residence, resources)
= Hold people accountable

= Solves problems in the transition process



Leadership actions

= Establish tough but doable goals (short- and long-term
and hold accountable)

= Empower broad-based action
= Consolidate gains and drive more change
= Anchor new approach is in the culture

= Maintain focus on performance



How? Principles

= Performance is the objective

= Change-committed leadership

= All enablers included/aligned

=" Horizontal organization can help

= Appropriate methodology/"'road-map" are required

s Simultaneous top-down/bottom-up/cross-functional
initiatives are required



Performance enablers

Transformed
Performance




Impact on performance - Cost

Low

35%

2>% 24%

19%

Number of Enablers Incorporated

Quartile Quartile Quartile Quartile

1

2 3 =

High



How? Principles

= Performance is the objective

= Change-committed leadership

= All enablers included/aligned

= Horizontal organization can help

= Appropriate methodology/"'road-map" are required

s Simultaneous top-down/bottom-up/cross-functional
initiatives are required



Traditional vertical organization

R&D Manufacturing Marketing Finance




Why 1t does not work!

» Looks "up" instead of "out"
=" Fragmented performance objectives
=" High coordination costs

= Stifled creativity and initiative



Organizational approaches

Traditional
"Command and
Control"

Bureaucracy
- Internal Focus
- Fixed objectives Performance
- Hierarchical/vertical Structure
- Compliance Values
- Toward top Power

- Control oriented

Leadership

High-Performing
Organizations

for 2000
and Beyond

.- External/customer focused
- Aspirational/continuous

improvement

- Horizontal

- Agility/teamwork

- Balanced

- Vision and value driven



The Shamrock?
The Cluster?

The Orchestra?



The horizontal organization

Value
Proposition

- Set of benefits

- Distinctive

- Competitive
advantage/
superior
performance




The horizontal organization

Core Value
Processes Proposition

- Set of benefits

COC D

glle

- Competitive
advantage/
superior

performance




The horizontal organization

Core Value
Processes Proposition

- Set of benefits

T GEDC O™
O C>\ . Distinctive

- Competitive
advantage/
superior
performance




The horizontal organization

Ford Customer Service Division

FCSD Vice President

Process Valll'e'
Owner Proposition
Process w w w uF- . .
ix it right
Owner Business Development Core Process Group g
first time

Process )
Owner Parts Supply/Logistics Core Process Group on time at a

competitive
Process
Owner Vehicle Service & Programs Core Process Group price"

Technical Support Core Process Group




Occupational Safety & Health
Administration - Field enforcement

Data

Problem I.D. Solution
& Cause. Development
. e o Analysis
Prioritization & Leverage

Collection
Strategic Problem-Solving Process
Customer Assessment \
Intake & Response Resolution
Prioritization

Response Process

Value
Proposition

A superior job of
effectively and
efficiently
assuring safe and
healthful working

conditions




Xerox

Whole _
Corporation Chairman

Executive VP || Executive VP
Business Customer
Operations Operations
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Barclays Bank -
Home Financial Division

~

Sales/Service

Business Unit/Division

Senior
Leadership

Team Delivery Teams

Process
Owner

Team

" Sales Account Account Customer
Opening Maintenance / Assistance

Sales/Service Delivery Core Process Group

Business Enablement/Shared Services \




OSHA -
Field Office

Key Elements \ ‘\

Area \l \
Director

Organizational
Redesign

Strategic
Team
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Strategic Problem Solving Process Response Process

Response
Team




Improving Performance

Enablers Benefits

- Integrated solutions

- Speed
- Horizontal organization

structures . Customer focus

- High involvement - Efficiency
work systems - Innovation
- Radical process redesign - Learning
- Growth
- Continuous

improvement



Performance results -
Horizontal core process group

Motorola - Government Electronics Group

Cycle time

Reduced 80%

Supplier quality

Improved by a
factor of 10

Late deliveries

Reduced 30%

N

N



Performance results -
Horizontal operating unit

General Electric -

Cost/
productivity

> 50%

Salisbury

Flexibility

70,000
product
variations in
economic lot
size one

N

Customer
complaints

From 2.0% to
0.2%

N

Speed

From 3 weeks
to 3 days

N




Design principles

1. Organize around processes, not functions
2. Flatten hierarchy

3. Make the team the principle building block
4. Assign senior leaders to be process owners

5. Integrate with suppliers and customers



Design principles

6. Empower people
7. Use I.T. to enhance process performances
8. Emphasize multiple competencies

9. Transform remaining functions to be partners in
process performance

10. Measure "end-of-process"” performance with
balanced perspective

11. Develop a supportive culture



OSHA -
Field Office

Key Elements

Process
Redesign

Area
Director

Response
Team

Strategic
Team
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OSHA -
Field Office

Key Elements Strategy

Area
Director

Strategic
Team

Response
Team
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Problem L.D. Solution
Data & Cause Development
\ \ Collection “pripritization Analysis & Leverage

Strategic Problem-Solving Process
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OSHA -
Field Office

Key Elements

Process
Redesign

Area
Director

Strategic
Team

Response
Team
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Performance results

Impact on
illnesses,
injuries,

deaths

Customer
satisfaction

Cycle time

N

N



How? Principles

= Performance is the objective

= Change-committed leadership

= All enablers included/aligned

=" Horizontal organization can help

= Appropriate methodology/"road-map" are required

s Simultaneous top-down/bottom-up/cross-functional
initiatives are required



Overview: OSHA change roadmap
The "Old OSHA™

Performance

- Limited impact
on L.I.D.

- Inefficient/poor
leveraging

- Poor responsiveness
. "Zero Sum”"

Organization

- Reactive

- Enforcement only

- Fragmented

- Internal orientation
- Overly complex




Overview: OSHA change roadmap

The "Old OSHA"™

Performance

- Limited impact
on LLD.

- Inefficient/poor
leveraging

- Poor responsiveness
. "Zero Sum”"

The "New OSHA"

Performance

Organization

- High impact

on L.I.D.

- World-class opera-

tional efficiency/
maximum leverage

- World-class customer

responsiveness

- "Win-Win"

- Reactive

- Enforcement only

- Fragmented

- Internal orientation
- Overly complex

Organization

- Proactive
- Enforcement and

cooperation

- Cross-funtional

cooperation

- Results orientation
- Streamlined




Overview: OSHA change roadmap

The "Old OSHA"

Process Phase

The "New OSHA"

Performance 11994 ,1995 ;1996 ;1997 ;1998 ;1999 Performance
I I I I I I I
- Limited impact . - High impact
on LLD. Lay the Foundation ... » | onlID.
- Inefficient/poor - Set direction - World-class opera-
leveraging . Build knowledge tional efficiency/
- Poor responsiveness - Redesign strategy/organization/ maximum leverage
. "Zero Sum" processes - World-class customer
. Build team responsiveness
* Develop change/communications © Win-Win
capability
Organization Design Implementation/ Organization
Performance
- Reactive Improvement - Proactive
- Enforcement only _1 """"""" P | . Enforcement and
- Fragmented ' P1jeparfef1mt1a sites cooperation
- Internal orientation | K}ck-o - Cross-funtional
- Kick-start

- Overly complex

Institutionalization

- Full rollout

cooperation

- Results orientation
- Streamlined

- Implement contin-

uous improvement program

- Monitor and renew




Overview: OSHA change roadmap

Process Phase
1994 . 1995 , 1996 , 1997 , 1998 , 1999

Lay the Foundation

-Set direction

-Build knowledge

-Redesign strategy/organization/processes
-Build team

-Develop change/communications capability



Overview: OSHA change roadmap

Process Phase
© 1995 , 1996 , 1997 , 1998 1999

1994

Design Implementation/
Performance Improvement

-Prepare initial sites
-Kick-off
-Kick-start



Overview: OSHA change roadmap

Process Phase
© 1995 , 1996 , 1997 , 1998 1999

1994

Institutionalization

-Full rollout

-Implement contin-
uous improvement
program

-Monitor and renew



Cross-functional process redesign

Poor Excellent
Breadth Activity- or function- - End-to-end
focused - Encompasses all

relevant units -
internal or external

Depth Redesign a few - Redesign of all
organization elements -  elements - roles,
work flows, procedures, IT/S, skills,
etc. Incentives, etc.



How? Principles

= Performance is the objective

= Change-committed leadership

= All enablers included/aligned

=" Horizontal organization can help

= Appropriate methodology/"road-map" are required

s Simultaneous top-down/bottom-up/cross-functional
initiatives are required



How? Principles

= Performance is the objective

= Change-committed leadership

= All enablers included/aligned

=" Horizontal organization can help

= Appropriate methodology/"'road-map" are required

= Simultaneous top-down/bottom-up/cross-functional
initiatives are required



Change management

"Transformation Triangle"

1

Top-Down
Direction
Setting

Cross-Functional
Core Process
Redesign

Bottom-up Performance
Improvement/Problem Solving



Integrated change initiatives

1. Top-down direction setting:
- Provide change rationale
. Set objectives/monitor progress
- Break bottlenecks
- Reinforce new behaviors
- Foster continuous improvement

2. Bottom-up change initiatives:
- Provide tools for front-line problem solving
- Engage in structured performance improvement
- Build new skills
- Link performance to contributions

3. Across:
. Redesign cross-functional processes/org. structures
. Utilize "diagonal slice” design/implementation teams
. Conduct best-practice workshops
- Establish cross-functional performance objectives
- Reward collaborative, cross-functional behaviors



OSHA

1. Top down direction
setting/culture shaping

Bottom up performance
improvement

- "No preventable injuries,
illness, deaths”

- "Reinvent or else”

- Impact goals

- Promotion/recognition
- Town meetings

- Accountability actions

- Field office: unit-by-unit

redesign/skill and
behavior change

- "Breakthrough”

Organization/process
redesign

- "Diagonal slice" team

redesigns: "strategy
organization, processes"”

- Best practices workshops
. Organization-wide roll-out




Breakthrough approach

Step 1 Step 2 Step 3 Step 4 Step5> Step 6
Plan Do/check
Identify
urgent, .
cofnpelling ?g(siemble Carve Pri)blemd " Institu-
opportunities/ off razor- solve an Move tionalize
. empower h 1 create Into action and
required team sharp goa workplan d
skills of new p expan
organization
Timing 1 week 1 day 0.25- 0.25- 6-8 weeks 1 day
0.50 days 0.50 days
Activities -Improvement -Facilitator & -Conduct pre- -Conduct de- -Implement -Institutiona-
Team ident- design team liminary tailed prob- workplan lize change
ifies initial leader plan problem lem solving
opportuni- launch solving with selected -Meet and -Conduct 8-
ties and re- tool to help  revise week review
quired new -Conduct - Pilot site achieve goals workplan
skills overview employee and develop as needed -Agree on
presentation  team picks skill measures to
and commits ‘Review monitor on
-Improvement to specific -Create work- progress ongoing basis
teams/senior breakthrough plan
manager goal from -Develop
presents op- "menu" of expansion plan
portunities choices

to site team



How? Principles

= Performance is the objective

= Change-committed leadership

= All enablers included/aligned

=" Horizontal organization can help

= Appropriate methodology/"'road-map" are required

s Simultaneous top-down/bottom-up/cross-functional
initiatives are required



Remember

= Performance is the objective

= Change-committed leadership

= All enablers included/aligned

=" Horizontal organization can help

= Appropriate methodology/"'road-map" are required

s Simultaneous top-down/bottom-up/cross-functional
initiatives are required



Parting thoughts

"If transforming performance was as straightforward as
setting objectives, developing a plan and providing
support...there would be a lot more successes out there."



